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REORGANIZATION    PROPOSAL 

I.         INTRODUCTION 

This   report  sets  out  a  proposal   for   reorganization  of  the  Montana   Depart- 
ment   of    Highways    (DOH).       This    report    is    the    result   of   over   three 
months    of    information    gathering    and    discussion    by    a    committee  of   DOH 
managers.       The    committee    was    established    in    July    of    1981     by    the 
Director    of   the    Department   of    Highways   to,    "evaluate  the  organizational 
structure    of    the    Department    and    to    recommend    organizational    changes 
that  would   improve   the  management  of  the   Department". 

The    committee's    review   of   the    DOH    organization    concentrated    on    three 
aspects  of  the  organization.      The  three  aspects  of  the  organization  were: 

A.  The     relationships     between     various    functions    of    the 
Department. 

B.  The  extent  to  which  the  efficiency  or  effectiveness  of 
each  function  would  change  through  decentralization  to 
the  field. 

C.  The    potential    for    improved    efficiency    and    effectiveness 
through  alteration  of  the  geographic  definition  of  current 
field   divisions. 

The    process    followed    by    the    committee    included    meetings    with    bureau 
chiefs    and    division    administrators    responsible  for  the  major  functions  of 
the    DOH.       Information    was    gathered    on    the   organizational   structure  of 
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highway    departments    in    other    states.      The    committee   met   with    DOH  | 

managers   from   the  field  divisions  to  get  their  views  on  the  organization. 

The   committee    reviewed    recommendations   of    R.J.    Hansen   Associates,    a 
management    consulting    firm    that    has    recently    completed    a    study   of 
management  information  systems  in   DOH. 

The   information   from   these   sources   was    reviewed  and  discussed   by  the 
committee.      The  result  of  those  discussions  is  contained   in  this  proposal. 

The  recommendations  of  this  proposal   are  generally  stated   below: 

A.  The    responsibility   for   management  of   line   operations   of   DOH 

should    be    delegated.      The    role    of    the    functional    division  i 

administrators  in   Helena  should  be  changed  from  management  of 
line    operators    to    staff    responsibility   for   policy   development 
planning  and  the  evaluation  of  operations. 

B.  The  current  eleven   DOH  geographic  divisions  should  be  consol- 
idated   into   five    regions   for   purpose   of  administration  of  DOH 
operations.      The  proposed   regions  are  indicated  in   Exhibit  VI. 

C.  The    current    organization    of    DOH    headquarters    should    be 
restructured  as  follows: 

1.  The  current  Engineering  Division  should  be  restructured 
into  two  divisions,  a  Planning  Division  and  a  Construction 
Division. 


2.        The    current    Equipment   Division    should    be   absorbed   by 
the  Maintenance  Division. 

The    report   consists   of   an    explanation   and  analysis  of  each  of  the  three 
recommendations.      An   organizational   chart  of  the  proposed  organizational 
structure    is    shown    in    Figure    1 .      The    names   of   organizational   units  in 
Figure    1    are   to  define  function.      New   names  for  organizational   units  are 
not  proposed   in  this   report. 
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II.       DECENTRALIZATION   OF   MANAGEMENT 

A.  Recommendation 

The    responsibility   for    management  of  line  operations  of  DOH   should 
be   delegated.      The    role   of  the  functional   division  administrators   in 
Helena    should    be   changed    from   management   of    line   operations   to 
staff    responsibility    for    policy  development,    planning   and   evaluation 
of  operations. 

B.  Description  of  Current  Organization 

The    Department   of    Highways    is    currently   organized    in    functional 
divisions.       The    major    functions    and    divisions    are:       Engineering, 
Maintenance,     Equipment    and    Motor    Pool,     Gross    Vehicle    Weight, 
Personnel    and    Centralized    Services.       Each    division    is    responsible 
for    management   and    administration    of   all    activities    relating    to    its 
function,    both    in    Helena    and    in    the   field.      Staff   in    the  field  are 
responsible   to   the    Helena    administrator   for   the   function    they    are 
assigned    to.      The  state  is  divided   into  11    divisions  for  the  purpose 
of   administering    field  operations.      A   simplified   chart  of  the  current 
organization    is    shown    below   and   a   detailed   chart   is   attached   as 
"Attachment  A". 
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Problems  of  Current  Organization  Structure 

1.  Lack    of    Local    Responsiveness    -    No   one    DOH    employee   can 
speak  for   the   Department   at  the   local    level.      Employees   can 
only   speak  to  their  function.      In  addition  to  being   limited  only 
to    their    functional    division,    employees    wanting    approval    or 
clearance   for   decisions    must   go   to    Helena   to    reach    the    next 
level   of  supervision. 

2.  Distant   Supervision    -   Direct  supervision  of  the  eleven  division 
offices    from    Helena    is    cumbersome.      Observation    of   work    by 
personnel    in    the   field    and    observation    of    highway    conditions 
across    the    state    is    almost    impossible.       The    authority    for 
management    of    field    operations    is    distant   from   the   greatest 
part   of    DOH    personnel   and   resources  that  are  to  be  managed. 

3.  Division    Level    Inefficiencies    -    The   functional    division  of  DOH 
at    the    district    level    with    no    common    supervisor   creates    a 
situation    in    which    the    personnel    and   resources  of  the  district 
cannot    be    used    most  efficiently.      Under  the  current  structure 
employees    assigned    to   the    Engineering    Division    do    not   gen- 
erally    do     maintenance     work.        The     Engineering     Division 
activities    may    be    sporadic   with    peaks    and    valleys   relating  to 
the    size    and    number    of    construction    jobs    in    the   division. 
Maintenance  activities  also  tend  to  be  sporadic  with  the   level  of 
activity    relating    to    weather    conditions.      Under   the   current 
organization   the  use  of  resources  of  one  functional  division  for 
the   work  of   another   functional    division   can   only   be  initiated 
from   Helena. 
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Communications    With    the    Field    -    Each   function    in   the   field 
communicates   directly   with    its  counterpart  in   Helena  but  there 
is    no   common   channel   of  communication   between   all   divisions 
and    Helena.      Each    division   will    receive   communications   from 
Helena  through   4  or  5  separate  channels.      Policies  communi- 
cated   from    Helena   are  therefore   subject  to  4  or  5  different 
interpretations    in    the   field.      In    the    past    information   from 
Helena   has   not  always  been  shared  between  different  functions 
at  the  field   level. 

Lack  of  Planning  and  Policy  Development  -  The  current  organi- 
zation  structure  tends  to  focus  the  attention  of  division  admin- 
istrators  on    the  day  to  day   management  of  the  organization 
rather   than    on    policy    development  and   planning.      In   many 
cases   policies   have  not  been   developed   because  the  time  and 
energy   of   top    administrators    is    consumed    by    day   to   day 
management  problems. 

More    Time   Needed   for   Routine   Decisions   -    Routine  decisions 
that   involve  more  than   one  department  function  or  interpreta- 
tion of   DOH   policy  must  be   routed  through  Helena  under  the 
current  organization.      The  field  divisions  lack  authority  and  a 
point  to  fix   responsibility  for  more  than  one  function.     Many 
decisions   that  are  not  major  policy  decisions  could  be  made  at 
the   field    level,    but   because   no   one   in   the   field   has  the 
authority  to  make  the  decision,    the  decision  must  be  made  in 
Helena.      The    routing    of   the   final    decision   through   Helena 
increases  the  time  needed  to  get  a  decision  made. 
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7.        Field    Managers    are   Held   Accountable  for   Helena    Decisions    - 
Managers    in    the    field    are    often    frustrated    or    demoralized 
because    they    must    carry    out    decisions    that    were   made   in 
Helena.       Field    Managers    who    must    face    the    local    citizens 
affected    by   a   decision    have   had   little  or  no  role  in  the  actual 
decision  making. 

D.       Advantages  and   Disadvantages  of  Decentralization 
1 .        Advantages  of  Decentralization 

a.  Responsiveness  and   accountability  at  the  local    level   should 
be  improved   by  a  decentralized  organization. 

b.  More    direct    supervision    of   field   operations    would    result 
from  managers  being   placed   in  the  field. 

c.  Department    personnel    and    resources  could    be    used  more 
efficiently    if    a    local    manager    could  utilize   people   and 
equipment    where    they    were    needed  rather    than    being 
restricted  to  functional   assignments. 

d.  Communications    with    Helena    would    be  better  defined  with 
only    one    channel    of   communication    through    the   district 
manager. 

e.  Administrators    in    Helena   would    be   able   to   devote   more 
time  to  policy  development  and   planning. 
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f.  The    time    needed    for    the    construction    process    could 
potentially    be    reduced    where    it    was    possible    to    de- 
centralize     responsibility      for     preconstruction      and 
construction  activities  to  the  field. 

g.  Decentralization    could    lead    to    the    utilization    of   better 
management    controls.       Field    operations   have   previously 
been    controlled    by    making    decisions    in     Helena    and 
reacting    to    problems    from    the   field    as    they    arise.      A 
decentralized    organization    would     require    use    of    more 
formal    controls    such    as;   written  policies  and  procedures, 
review   and    approval    of  field   division    budgets   and   work 
programs,    and   annual   field  evaluations. 

h.        Implementation   of   DOH    policies  in  the  field  could   be  more 
effective    with    a    more    direct   line   of   communication   and 
accountability   between   the   field    division   and  the  depart- 
ment director. 

2.        Disadvantages  of  Decentralization 

a.  Given    a    great    deal    of    authority,    field    divisions    may 
become    increasingly   autonomous   and    each   division   could 
become  a  separate  highway  department. 

b.  The   salaries   for   field   division   managers   would    be  a  new 
cost  to  the  department. 
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c.  Each  geographic  division  having  increased  authority  could 
lead  to  inconsistencies  in  standards  and  procedures  used 
in   different  areas  of  the  state. 

d.  Communications    between    state    level    administrators    and 
their     local     counterpart    would    be    more    indirect.       For 
example,    communication    between    the    Administrator  of  the 
Maintenance    Division    and    a    local    maintenance  chief  would 
probably   have   to   go   through   the   local    division  adminis- 
trator. 

e.  Current    Union    Agreements  for  field   staff  do  not  allow  the 
assignment   of   personnel   across  the  functional   lines  divid- 
ing   engineering    and    maintenance.      To   allow   the    use   of 
field    personnel    between   functions   would    require   a   major 
change  in  current  collective  bargaining  agreements. 

f.  There  may  be  a  tendency  in  a  decentralized  organization 
to  make  headquarters  administrators  responsible  for 
solving  problems  that  they  have  no  direct  line  authority 
over.  The  Director  of  DOH,  the  Governor's  Office  and 
the  Legislature  would  have  to  distinguish  between  oper- 
ational problems  and  policy  problems  and  go  to  the  field 
administrators  for  operational   problems. 
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E.       Estimated  Costs  and  Savings   Relating  to  Decentralization 

1 .  Cost  of    Regional    Managers    -   A  decentralized  organization 
would     require    increased    direct    costs    of    $200,000    to 
$250,000   per   year  for  5  regional  managers.      Decentraliza- 
tion   could    also   require   an  upgrading  of  the  requirements 
for   business   managers    in   the   field.      These  requirements 
could    cost    an    additional    $25,000    to    $50,000   per   year. 

2.  Savings    from    Elimination    of    Helena    Field    Duplication    - 
There    could    be    a    great    deal    of    potential    savings    by 
delegating    functions    currently   carried   out   in    Helena   to 
field    offices.      The    savings    would    result  from  using  field 
personnel    more    efficiently.       For    example,    some   design 
work  now  done  in   Helena  could  be  done  by  field  construc- 
tion  crews   during   off-season   when   they   cannot   work  on 
construction.      The   potential   savings  from  delegating  more 
work   to   the   field    is  difficult  to  assess.      For  purposes  of 
this    report   a    high    and   a   low  estimate  will   be  used.      The 
minimum    impact   of   decentralization    would   be  a  savings  of 
10   positions   at   an   average   annual    cost  of   $22,000   for  a 
total    of    $220,000.      The    maximum    savings    would    con- 
template  up   to  30%  of  the  preconstruction   personnel   being 
reduced   or   42   full    time   equivalent   positions.      The  max- 
imum  savings  assumption   would  yield  $924,000. 

3.  Savings   from  Assignment  of  Field  Staff  Between   Functions 
-If  union  agreements  could  be  modified  to  allow  personnel  to 
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be   moved  across  functional   lines   reductions  could   be  made 
in   field    personnel.      For   example,    construction  personnel 
who   cannot   work   because  of   a  snow  storm  could   be  used 
to   drive    snowplows   rather  than   hiring  temporary  drivers. 
A    minimum    savings    would    be   one  half  position   in   each  of 
current    11    field    divisions    for   a    savings   of  $121,000.      A 
maximum    savings    would    be   the  reduction  of  two  positions 
in    each    of  the   current    11    field    divisions    for   $484,000. 

Reduction  of  Construction  Period  -  Delegation  of  increased 
authority  to  the  field  should  result  in  a  reduction  of  time 
needed  for  decisions  and  clearances  on  construction 
projects.  Delays  in  construction  increase  costs  as  a 
result  of  inflation.  These  costs  and  savings  are  difficult 
to  project.  For  example,  if  one  day  could  be  saved  on  an 
$80,000,000  annual  program  at  an  annual  inflation  rate  of 
12%,   $26,301   could   be  saved. 

Summary   of   Costs  and  Savings   Related  to  Decentralization 

Minimum  Maximum 

Manager  Salaries  (cost)             ($200,000)  ($     250,000) 

Helena-Field  Duplications             220,000  924,000 

Personnel   Between  Functions         121,000  484,000 

Net  Savings                                        $141,000  $1,158,000 
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II.     CONSOLIDATION   TO    FIVE    REGIONS 

A.  Recommendation    -    The    current    eleven    DOH    divisions    should    be 
consolidated    into   five   regions   for  purpose  of  administration  of  DOH 
operations.      The    proposed    regions    are    indicated    in    Exhibit   VI. 

B.  Description    of  Current  DOH    Geographic   Divisions   -   The  engineering 
and    maintenance  functions  of   DOH   are  currently  organized   in   eleven 
geographic    divisions.      There    are    minor    discrepancies    between    the 
boundaries    utilized    by    the    maintenance    and    the    engineering   func- 
tion.   The    maintenance    and    engineering   boundaries  are  indicated  on 
Exhibits    I    and    II.      The    GVW    Division    is  organized   into  five  areas 
which    are   different  from  any  other   DOH   geographic  divisions.      The 
GVW   areas   are   shown    in   Exhibit   III.      The  boundaries  for   Financial 
Districts    and    Commissioner    Districts    are    each    different  from   all 
other    subdivisions    of   the    state.      Maps   of    Financial    Districts    and 
Commissioner   Districts  are   Exhibits    IV  and   V   respectively. 

Each    of    the    Divisions    has    a    facility   that    is    utilized    by    all    DOH 
functions  except  GVW.      GVW  has   no  facilities   in  the  field  other  than 
weigh   stations. 

C.  Problems  of  Current  Geographic  Divisions 
1 .        Size  of  Geographic   Divisions 

Many   DOH   functions  could   be  more  efficiently  administered  with 
larger    geographic    subdivisions.       Each   major   function   of   the 
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DOH    has    a    representation    in    each    of   the    11    subdivisions. 
Some    of    the    functions    could   operate   more   efficiently    within 
larger   geographic   areas.      The  best  example  of  a  function  that 
could    be    more    efficient    in    a   larger  area   is  construction.      The 
decline    in    the    number   of   construction    projects    has    left    some 
subdivisions    with    few   or    no    projects.      A    larger    subdivision 
would    be    less    susceptible   to   the    peaks  and  valleys  associated 
with    the    construction   program.      Another  example  of  a  function 
that    could    be   more  efficient  with   a   larger  area   is  the  business 
managers    or    centralized    service    function.      Many    centralized 
services    functions    could    be    performed    for   a    subdivision    that 
was  twice  as  large  with   little  or  no  additional   staff. 

2.  Different   Functions   Have  Different  Boundaries 

Different    DOH    functions  have  different  boundaries  which   leads 
to    difficulties    in    coordinating    activities    between    functions. 
The    best   example   of   different   boundaries    is    the   Maintenance 
and    GVW    Divisions    which    have    many    related    activities,    how- 
ever,   GVW  has  5  subdivisions  while  Maintenance  has   11. 

3.  Inconsistencies  With   Other  State  Agencies 

In    1971,     Executive    Order    2-71    established    12    multi-county 
districts    for    planning     and    administration    in    the    State    of 
Montana.      The  order  stated   as  follows: 

"Unless    granted    an    exception    by    the   Office   of   the 
Governor    all     state    agencies,    departments,    boards. 
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commissions,  divisions,  bureaus,  offices  and  otiner 
state  governmental  entities  are  directed  to  comply 
with  the  districting  by  this  Order  in  planning  and 
administration  of  programs." 

In    implementing    this    Executive  Order  state  agencies   have  used 
the    12    sub-state    districts    and    have    also    used    a    standard 
combination    of    sub-state    districts    into    Regions.       Exhibit    VI 
indicates    the    subdistricts    and    Regions    observed    by    state 
agencies   as    set   out    in    Executive   Order   2-71   and  amended  by 
Executive  Order  7-73. 

Use    of    the    same    sub-state   districts    as   other    state   agencies 
should    improve    planning    and    coordination    with    other    state 
agencies.       Common    districts    should    also    reduce    confusion    on 
the  part  of  the  public  and   local   government  officials. 

D.       Advantages  and   Disadvantages  of  5   Regions 
1 .        Advantages 

a.  Increase    efficiency    and     potential    cost    savings    should 
result   from    having    fewer  field  offices.      Certain   functions 
can    be    carried   out   for   a    larger    Region   for   nearly   the 
same  cost  as  the  smaller  current  divisions. 

b.  All   DOH  functions  would  have  the  same  boundaries. 

c.  The    DOH    would    have   the   same  boundaries  as  other  state 
agencies. 
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d.        Larger    areas    should    provide    for    more    efficient    use   of 
staff    in    dealing    with    fluctuations    in    construction    work. 

2.        Disadvantages 

a.  Current    field    facilities   may    not   be   adequate   to   house   more 
personnel     in    one    location.       Combining    current    divisions 
into    regions    may    require    expansion    of  facilities  or   rental 
of  office   facilities. 

b.  Some    personnel   would   be   required   to  transfer   to  different 
locations . 

c.  Communities     will    resist    any    downgrading    of    the    DOH 
operations   in   their   communities. 

d.  Outlying    communities    may    not  have  as  direct  of  access  to 
DOH    administrators    as    under    the   current   organization. 

Estimated   Costs  and  Savings   Relating  to  Consolidation   Into  5   Regions 
1.        Less    personnel    should    be   required   because  some  functions  will 
not    require    a    position    for    each    subdistrict   but    rather   will 
require   one   position  for  the  entire  region.      A  minimal  assump- 
tion   would    be   that   this    is   the  case  of  one  position   in  each  of 
the    current    divisions    which    if    consolidated    into    5    Regions 
would    eliminate   6  positions.      Assume  an  annual   cost  of  $20,000 
for    each    of    the    positions    and    the   minimum   annual    savings 
would    be   $120,000.      A   maximum   assumption    would    be   that   3 
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positions    in    each   of   the   current   divisions   are  duplicate  posi- 
tions   that    would    be    reduced    from    33    to   15   positions   with 
consolidation.      The  consolidation  would  eliminate  18  positions  at 
an   assumed  $20,000  for  a  maximum  savings  of  $360,000. 

2.  Costs  for  additional  office  facilities  would  at  a  minimum  assume 
a  need  for  5  new  offices  at  100  square  feet  for  each  employee. 
A  maximum  assumption  would  be  10  additional  offices.  A  rent 
rate  of  $6.50  a  square  foot  will  be  used  for  projecting  space 
costs.  The  minimum  cost  would  be  $16,250;  the  maximum  cost 
would   be  $32,500. 

3.  Relocation    costs    can    be    projected    by    assuming   an    average 
relocation    cost   of   $5,000.      Minimally,    25   employees   would    be 
relocated    and    a    maximum    assumption    would    be    50.       The 
minimum    one    time    relocation    cost    would    be    $75,000;    the 
maximum  would   be  $15,000. 

4.  Summary  of  Costs  and  Savings   Relating  to  Consolidation 

Minimum  Maximum 

Personnel    Savings  $120,000  $360,000 

Facilities  Costs  (16,250)  (32,500) 

Net  Savings  $103,750  $327,500 

(Onetime  Cost) 

Relocation  Costs  ($125,000)  ($250,000) 


First  Year  Net  Savings/Cost  ($  21,250)  $  72,500 
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IV.      RESTRUCTURING   OF    FUNCTIONS    IN    DOH    HEADQUARTERS 

A.       Recommendation     -     The    current    Engineering    Division    should    be 
restructured     into    two    divisions,     a    Planning     Division     and    an 
Engineering   Division. 

1 .        Description  of  the  Current  Organization 

The    current    Engineering    Division    includes    all    phases    of   the 
preconstruction/construction    process  from  the  earliest  planning 
of    a    project    to    the    final    payment    to   the    contractor.      The 
Engineering   Division  organization   chart  is   shown   below: 
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2.  Problems    With    Current   Organizational   Structure   of  the    Engi- 
neering  Division   - 

a.  The   planning   function    is   subordinate  to  the  engineering/ 
construction     function    and    tends    to    serve    only    that 
function.    The    primary    line   functions   of  DOH   are  mainte- 
nance,   construction   and   GVW   regulation.      Planning   should 
provide    comprehensive    planning    for    highways    and    not 
confine     its     support     to     the    engineering/construction 
function . 

b.  The    development   of    plans    and    priorities   for  construction 
or   maintenance    is    a    major  policy  making   process  of  DOH. 
The    organizational    unit    proposing    policies    to    the    DOH 
Director    should    be    directly    responsible   to   the    Director. 

c.  The    current    organization    of    the    Engineering    Division 
results    in   the   administrator   having    a  very  large  span  of 
control.      The  current  organization   gives  the  Administrator 
of   the    Engineering    Division    a    very   large  portion  of  DOH 
to  manage. 

3.  Advantages    and    Disadvantages    of    Dividing    the    Engineering 
Division    - 

a.        Advantages 

1)        The   creation    of   a    Planning   Division   should   result  in 
a    more    comprehensive    approach    to    planning    for 
highways.      Planning    will   not  only  be  concerned  with 
construction    but    also    the    overall    management   and 
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maintenance     of    the    highway    system.       Improved 
coordination    between    maintenance    and    construction 
functions  should   result. 

2)  The    Director   of    DOH    would    have  greater   knowledge 
and   involvement  in   the  development  of  DOH    priorities 
if    the    planning    function    reported    directly    to    him. 

3)  The  two  new  divisions  created   by  the  splitting  of  the 
Engineering    Division    would    result    in    organizational 
units    with    a     shorter    more    manageable    span    of 
control.       This     in    turn     should     result    in    better 
management  of  both  divisions. 

4.        Costs  and  Savings   Resulting  from  Creating  a   Planning   Division   ■ 

a.  Savings    resulting    from    improved    management   and    policy 
making   cannot  be  projected. 

b.  The   costs  for  an  additional   Division   Administrator's  salary 
and     support    services    could     be    estimated    at    $50,000 
minimally  and   $70,000  as  a  maximum. 

B.       Recommendation     -     The    current     Equipment    Division     should    be 
absorbed   by  the  Maintenance   Division. 
1.        Description  of  Current  Organization 

The   Equipment   Division   is  currently  a  separate  division   in   DOH 
Headquarters.      However,    in    the   field    the    supervision    of   the 


-21  ■ 


equipment    function    has    been    delegated    to    the    Maintenance 
Division.     In    the    field    the    Division    has    the    responsibility   for 
controlling    and    repairing    equipment.      The    Equipment  Division 
in    Helena    is    also    responsible    for    the   administration   of   The 
State    Motor    Pool,    which    serves    all   state  agencies.      The  high- 
way   equipment    function    and   the  motor  pool   function   are  joined 
together    in    order   to  use  common   facilities  and   staff  in    Helena. 
The    current    structure   of   the    Equipment    Division    is   indicated 
below: 
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Problems  With   Current  Organization   Structure 

a.  The    primary    consumer   of    Equipment    Division    services   is 
the    Maintenance    Division.       Over    80%    of    all    equipment 
rentals   are   to   the   Maintenance    Division.      The  dominance 
of   the   maintenance   function    in    using    equipment    raises  a 
question   as  to  why  there   is   a   need   for  a   separate  division 
for  equipment. 

b.  The    current    structure   of  having  field    Equipment  Division 
personnel    supervised    by    the    Maintenance    Division    with 


-22- 


equipment  policy  and  budget  the  responsibility  of  the 
Equipment  Division  leads  to  conflicts  and  delays  in  the 
field. 

3.        Advantages    and    Disadvantages    of    Absorbing    the    Equipment 
Division   into  the  Maintenance  Division   - 

a.  Advantages 

1.  The    Maintenance    Division    would    have    more   direct 
control  of  its  equipment. 

2.  The    field    divisions    would    have   a    clear    relationship 
between   maintenance  and  equipment  functions. 

3.  The    combination    of   the   two   divisions    could   improve 
the     budgeting     process     within     the     Maintenance 
Division. 

b.  Disadvantages 

1.  The    motor  pool   function   will   in   some   respects   become 
an    orphan  or  have  to  be  assigned  to  the  Maintenance 
Division.      The    Motor    Pool    and    Maintenance    Division 
have    little    in    common    in    terms   of   mission    but  both 
share   the    need    for  vehicle  maintenance  facilities  and 
staff. 

2.  The    other    DOH    Divisions    utilizing    equipment   would 
be    put    in    the    position    of    having    their   equipment 
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controlled    by    another    line   division,    rather   than    a 
support  service  division. 

4.        Costs    and    Savings    Resulting    from    Absorbing    the    Equipment 
Division   into  the  Maintenance  Division   - 

Any     savings     from    changes    in    efficiency    resulting    from 
improved     control     by    the    Maintenance     Division    cannot    be 
estimated. 
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